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This Handbook ls for the gmidanc@ of Agenoy sersonnsl who
ave appointed by Heads of Carser Services to serve on Competitivn
Evaination Pancls.

The information preﬁenﬁad, however, should b of egual
interest to 21l superviscrs who will partlelpate in the Compatitive
Evaluation process and who will, in the final euslyslsz, be largely
respongible for its effectivenzod.

The gnidelipes and proéeﬁmraa peasented are lntended bto be
advisory in nature rather than reguladery. It is reallzed that
variances in the compositicn of Career Services and the dlapsrsion,
geographically and ocoupationally, of their perscnvel will require
the development by the Career Services of laternal opsrating pro-
cadures o £it their vesds. chever; the vse of this Handlook te
set the freme of reference for the opersticns of Cempetitive Evelua-
tlon Panels of all Carecer Services will provide a desirable degwa@
of Agency-wide uniformity in promoticn sdministration.

Policy and Procadures on the Competitive Fromotlen Program

sre sot forth in Regulsatior I Conpstitive Fromoticn.
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.. GUIDE FOR COM’EI’ETI‘HVE PROMOTION PARELS

I, INE RODUCTION 10 ) 515 CQPETITIVE. FROMOTION, SYSTEM
Righ espx ‘it de cox'pg of Agsnoy Personnel depewls tc a conpidersble dogree
upon the a.chiesvmment of & falr and effoctive promotion system which will earn and
resain the mapact uf‘ all members cf‘ the Agency. Ths Agency has adopted the conpstie-
i;i*m promatiﬁn 'pclicy with the aim of ebsuring mexinum equity, objectlvily
and impartiality in promoti;ﬁnm This progrem is besod to some exbendt wpon chnractsiw
jetlos of the vari.ma pmme‘mon systems in the Foreign Service Corps of the Depaviusnt
‘of State, privaie businecss and the Milibtary Serviess, tub is epecifionlly desigmed
to meet Agenoy cbjectives of bull ding nnd maintaining e Carser +uff of high eslibor.
Itz chief characteristics are:
A, Perio ce lesgurement
Appraisal of the employee's velue to the Agency in terms of ths
quantity and quallty of the work he has porforned and bis comduct,
okills, persopality, potentiality and value o the Agesoy. 4 Sob~
aclentious effort is made to record, via the Piograpblc Profiie and
Fitness Report, cemplete, factusl and objective information regarding
sach individusl.
B, MM&@M@M&J@&@M@@E LServiess
Every employee eligible for pmmotion is rated {a} anrmally, (u)
by en impartisl Competitive Evaluatlon Ponel snd () in ecmperison
with every other member of the same grade and ccoupational cetegory
vithin s Capesy Servics, This system differs fron ugual Glvil
Service practice where promotion depends rigidly_ upon *izhza grede of
job to which the individual is assligned, |
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G.  Group Judement: _ ,
The reléxive standing of the pergon rated depends on group Judgment,
The Fitnoss Report contains the opinions of individual supsrvisors
and @eviguing officors; the anmual competltive rating re@resents the
consensua of & group of ezpericnoad senior membsra of the employes's
Career Service with respeot to the employee’s merit for promotion in
comparison witﬁ his.contemporé§ies; The objective iz to make tha
gromotion system géﬁﬁinely free from favoritlism and blas,

V. Sufficlunt Serviece 1In Grade to Provide s Busis for Rvaluations

The premotion system requires that personnel serve long encugh in

each grade to provide a basis for a thorough evalvetion of thelr

performsnce ad the grade level. This 1s accomplished by establishing

nininmom pericds of serviez in each grades durlng whlch paracnnel ave

not in the zous of conzideration for promotion.

Beecenitlon of Mordd by Advancemeni:

In each grode, the normel practice will be to promote those whe ave

fic
¢

reoked highest on the 1ist, provided their gualifications cen be
iiliged to advantage abt the next grade lsvel. In othsr words, the
available promobions will go to those found by the Panels and Heads
of Carcer Services to be the most competent and valuable to CIA.

1x. THE COMPETITIVE PROVOTION FROCESS

4. Fusotlon and Cempesition of Competitive Fvaluation Panels:

</@a£§i\gg§getitive Svalustion $f ell employees eligible for promotion
on the basis of their performancs, acceptance of Caresr Staff oblige~
tions, qualificatlions, and value to the Agency is the most criﬁieal
element of the promotion process. The praduét of Panel action will
pongist of a list of employees runked in order of merit for promo-
vhond for bse use of the Hesd of ths Carveer Service in neking {inel
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premotion raéammendationaq ;Th@ list will include ‘the employees ikﬁ
Panel considers to merit pfamotion at the time of Panel sotion within
%he mumerical limitation which may be prescribed by the Head of the
Career Service. Panols Qill be comprised of a minimua of thres
menbers of the Cevser 5ervi¢a concernsd, ﬁeﬁinr in grade %o employees
being evaluatod, and sopointed by the Head of the q§w@er Servics o
serve for the psriod of considerstion of employees in the gr&dé groups
and éempatitiva arcals) assigoed. Advanced Panels wlll evalusho
employess in grades GS-12 to GS~l4 inclusive and Intermediate Panele
will evaluate employees in grades GS=07 through GSwlle
Bs Msgm&%%ﬁ?@&%m&m$w&mimﬁzﬁgwmw£%uﬁﬁmmm:
1. Liating of all persomnel in the zone of comgiderstion for
promotion in the grade levsl to be evaluated.
2., Listing of personnel reconnended for promobtlon {3n order of
preference whenever practical) by Senlor SupervinoYs.
3, A indication, if desired, by the Hoad of the Careor Ssrvice

of the maxtimom rumber of perscrmel to be on the fipal rank

staffing of the Ceveer Service.

4. Blographie Profiles (Attachnent 1) or an eguivalent summNery
of parvice and performence of each employee in the gone of
consideration.

5, Personal interview, whan@ven;feasibl@, of employses, btheiw
mupervisors, or others heving knowledge of the employees being
eveluated. The importancs of interviews by the Advanced péﬂela

particulerly is stressed.
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cant Factora. for, Fanel. Considerstion in Xveluabins Buplovecs:

Le M&WM&&M@MM&%A@%@%éokmgﬁf,é;@"‘ﬁﬁ)
a. Ome of the chief considerations in compebitively evaluating

employees is the performance factor = how well has the job
been performed - the quality and quantity of work doms. In
the interest of rendering maximum equity in judging this
factor, Panel Members should bear in mind the level of the
job performed by employees being evaluated. Otherwise, 1%
uey happen, for example, that a high grede employee pov-
forming work of a lower level will p@?f@ﬁ%’excapﬁicnally
woll and be rated unduly high, whereas agggmpl@yee assigned
to o position of higher grade may perform with only wminimel
accoptance and be rated too low. Thus, Fitness Repoits and
eomparable rotings becane more meaningivl when censidersd
in relation o the characteristlcs arnd level of the Jjob
performed.

b. A common eriticlsm of praxotion panel systens ig that they
tend o make employees reluctant to take Initlative, but
instead employees may bs inclined to conform entirely o
prevailing opinion. Since this tondercy would Jeopardiss
the merit system and the effectiveness of the Agency Steff,
every effort rmst be made to glve due eredit be smploysess
who have shown themselves capsble of sound independent
juigment, creative work, self-veliance and the accsplance
of unusuel responsibility. If the initlative of an snpl.oyee
has led to sems difficulty, be should not be severely Judged
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because a esloulated risk did not work out if the ailempted
line of action wes worthwhile. Similerly, Penel Msmbars
should be wary of employees who restrict thelr output in
order to concentrate on a few work products for the purpose
of receiving speclal commendationss

¢. Extra care should bs teken to determine the merit for prow
motion of emplqyeea whose dubties give them opportunity for
comparatively little substantive oubtout which can be resdily
evalvated, or whose duties end performance cannot, for
éecurity reasons, ve completely documenied. Similariy,
employees engaged in training ssaigmments musd be glven full
consideration for their efforts in the light of their reported
accomplishments during such training.

d. In evaluating the performance of employees perforning
exacutive or supervisory dubies, 1t iz stressed that oAt
nal consideration should be given vo the demonstration @fA
managenent okills. Fectors in this connection ave the
demonstrated abilitles of an executlve or superviser Lo glan
and orgenize his unlt, establish sound policles, and wrain
snd supervise employees and achleve efflclent operation end

accomplishment of required objectives.

S
o

o Acceptancs of Gareor Staff Oblisationg

A factor which should bs given considerable weight 1z the wille
ingness of the employee %o meet Gareer Staff obligatlons. This
mey be exemplifiéd by acceptance of aaslignnents to igolated or
hardship posts, undertaking of apeciglized traiuing which nay
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aress of the world and, in gemeral, by & deronstrated willingness

to put the needs of the Agency before personel preference oF

convenlencs,

The problem of'd&geloping and keeping the required mmber of
‘gqualified personnel in 21l linee of work is a problem with whieh
gll organizations must contend. The majer cbjectives of the
Agency Carser Program include exposing Career Staff Membors to
8 bropder bese of training end experiencs %o increape thelr
versatility and sgsignment potential a8 well as the cecesaliy
of developing(other dmployees in highly speclaiized fislde. Im
cempetltively evaluating emplcyeéa for promotion, comsideration
ghonld be given to the present value of the employee to the
Agency, and, as bsst ag can be determined, his potentisl usefule
pegs in the future. OF pertinence to value of an e&p&e&ee to
the Agency 18 & eonsideration of possesslon of scarce seoupaticnal
skills and experience which are difficuls 4o replace and which
may have required arduous training or unpleasant assigomants for

their acqguisition.

Length of servics in a grade level (beyond the minimuma %ime

reguirement) shall be a factor in the evalustion of an empiay@e*ﬂ
pocord o the extent that promotion masd be earnsd by meritorious
performance over a suffielent period of tiusc. Exporiance gained
prior to entry with CIA should be evaluaied on ita applicahility

+0 an Agency career. Notwithstending the usval length of gervics
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requirements, 1% is important to keep in mind that nﬂAémple@a
should bs rated lower than his performance merite simply bscause
of the recancy of his last promotion. Yod so might penglize
vpusual efforts ond talents s well as snhence the chances for
promotion of those whose primeipal claim is thed of =enicrity.
5. gualificabions (Education, lxperience. Treining. . Persersl Cheracterizileni
The degree to which en employee excesds the minimm gtondards of
experiencs, training, end education is of pertinence to his
evaluation, providing the type of experience, trafoing and ofuosne
tion iz of demonstrated usefulness in @@nnectigﬁ with the employee's
work and probable futuve utilization. Personal charactorisbles
should aimilarly be evalusted in terms of the application %o
eurrent and probable future assignmenis,
6, QOther Considerationg
B ACar@ ahould be taken 4o ensure thet individuwels curyently on
assigoments oversees or otherwise cutside heedquarters are
given equal consideration for promotlon and sre nob penalized
by thelr nonegvailability for interview ér the problems of
currant docomentation of performance.

be. In eveluating employees whoge fécmfds roeflect adverse
reports or criticisms, care should haltak@m 1o deternine
whother the adverse materisl has been oubedated by mors recent
favorable performance. Glving undue welght %o pash reporis
of defacts which an employee hes ecrrected mey creals on
unjust permanent bandicsp to his career. Thus, Panels mush

be as sensitive to records reflecting improved perforuaace
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¢. Panel Member's personal knowledge of an 3 vilviduel sheowld
not be given undue weight. Houever, 1f a Panel Member,
through personel experience or othervise, is cognizant of
pertinent information not in the vecord, he shall make that
information to the Panel.

d. In the final anslysis, promotion must be earned through
c}emonstraticﬁ, within the framevork of opportunities afforded,
of competent petfommnaea Whenever competitive evalustlon
establishes employes's rabings as essentially equaly 1t is
appropriate that Panel Memmré give added weight to consid~

eration of age, length of qualifying experience and general

background.

1. Eligible employees recommended by Senior Supervisors will bs
accepted by Panels for final ranking for promotion. Thelr rocords
(Blographic Profile or equivalent) will be giver a prelimluary
roviev.

2, Other eligible employees' records will then be revieved by the
Pancl and those considered by the Panel %o warrant Tinal rexnking
for promoticn will be included with the nemes of employses
nominated by Senior Supervisora. |

3, Interviews will be conducted of employees, their supervisovs snd
othera having knowledge of thelr work whensver feasible. This
step is particularly desireble for considerstion of employees in
GS=12 and above,

&
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4s Bach Panel Member will rank all employess {preliminarily
selected as above Indicated) indepen&ently after completion of
the review of Biegraphic Profiles or equivalent summary of SePm
vice and performance, and the completion of Panel discussions or
interviews.

5. Wide discrepancy in Papel Membey rankings on any employee will
bo discussed and more information obtalned if necessary. Thereafter,
Panel, Venbers may adjust their individual reukings.

5. The final rarking list will bs compuied as a composite of
jndividoal rankings with equal weight belng given To each Pan@i
Member's Judgnent. The individusl r&a%ing& for sach enployee
will be totalled, amd the Tinel ranking will be determived by
listing the employes with the lowest tolal ronking points {lrst,
the emplnyee with the second lowest totel of rapking points,

saoond, ebc.

Bepking Order Computatien (Emoloyess fs e Se Ga.8)

Employes Renklng by Panel Vembers

Rank Panel, Henber ], Parel, Viemkor 2
1 e c a
2 e b B
3 e a e
& b a &
5 d ‘ e a
Determinetlion of Final Rank Order of Fmoloveas

Fingl Renking . Employees Zota} Peivis
1 a 5
2 [ et
3 b 8
b 8 12
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7. If the final list exceeds the maximum mmber of candidates for
promotion desired by the Head of the Career Service, the list
will be adjusted accordingly and forwarded %o the Head of the
Career Serviecs for his use.

11T, SUPPORT PROVIDED TO COMPETITIVE EVALUATION PANELS

A. By Dffice of Persounels
The Office of Personnel will be responsible for the program of
preparing aceurabe Blographlc Profiles of personnel o be evaluated.
Due to the volume of work involved, participatien by Porsonnel
0ffivers, Career Menagement Officers, and employees in this program
i1l be necessary. Additionsliy, the Offics of Peccomnel will pro-
vyide vlarificstion on promotion procedures, and furpish listings
of personngl ip the zone of consideretion, qualification réquirdw
ments for specific positiens or lines of work, and poslflon evalua~

tion information.

B. By Career Management, Officers of the Carcer Servicas

Xy

Important respensibilidties of Career Managenent Officers will be
the provision of Secretarliat suppori to Compatitive Evaluatlon
Panels, the obtaining of information concerning employees baling
svaluated before or during Panel considerations, s gerving as a

point of liaison betueen the Panel and Senlor Supsrvisors.

Lt

¢. By Personnzl Officers snd Admlnisbrabive Offisers in Dosvobing Officens
Personnel and Adminisbrative Officers will be responsible for ensuring
that lists of wersonnel recommended for promotion by Senlor Supervisors
are provided to the Panels and will aspist Senior Supervisors in this

regard. They will partielpete with 0ffice of Perscnnel in developing
A d . -
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